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et effective organtsatiomsl plscement of
qsﬁ the sdsguacy of existing persomnel

I1. FACTS BEARING ON THE PROBLEM, --
e. The reporting sww& idown in Bevibit "A", consists of:

1
‘ Rcaortt Contel Branch, Requiremsnts Staff which is
(1) e tw%; amim supervision of fm positive
thw,,mmmmmw
disdemivations, except| | 25X1

25X1

| (2) 1 in the Ares Divisioms who proceas into
25X1 | % ‘the rav or semi-finished intelligence

received fyom gﬁ- Fisld,

. Withis Ares Divisfons there sre essentislly two existing
® HMM pattefus for the assigmment of Reports persomnel,
namely:

wﬂm the verious Ares Branches, with a Chief of
() ase and = cgsn staf? assigned to the Division;

maﬂiﬂmmltoaumhkapma
" wamsmm

y ' do not sccurately reflect either the
¢ mmt L — mm«mm or the positions in which the
pervennel ca &uty ar wmny functioning.

ihm\n axié in practically all the Ares Mrisions.
Mkti

mlhﬁe Exhibit "3".)

.ﬂmﬂ. Repofts perscmsel bave bean submitted by
m%mxm; ﬁm, due to ceiling limitstions, no

sttfon has been taken.

d
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f. The procedure in use for processing reports m among the
Divisfons, but generslly is s shown in Exhibit “C".

8. | vhich prescribes the palicies and
proceliures pertalning to positive Intelligence Réports, has
bean gutednted for some fime snd is now in the process of
being rovised by RC, . o

III.  DISCUBSION:

The impertance of intelliggnce reporis camnot be over-emphasized.
They sre the very resscn, ultimgtely, for the existence of 030. The
collection of informstion withowt its dissemination to those who re-
quire it could scarcely be Justified; snd it is even more clear that
technically perfect operations 1ag no information of value would
contribute nothing to the accomplishment of 0S0's mission.

The Braych, s the basic functioming element of the 030 organi-
sation, has responsibility for reports as well as operstions, and
there can be po Justification fér the idea, sometimes expressed, thet
operations conatitute the primafy responsidility of e Bramch Chief.

The truth of the shova is pesdily admitted by most people.

" Unfortusately, Bowever, their ajresment toc often is given expression

only im lip service, and much gleater émphasis is, in fact, placed
on operations, to the detriment of the reporting activity.

There cAn be no quastion of the inter-relation of operations and
reports, and therefore of the nécessarily close coordination which
wust exist between the persons émgaged in the two activitles. Operations
officers must Xnow hov much inférmstion is being produced by their opera-
stons, snd of vhat nature and vilue it is, in order to do their job
properiy; reports officers must have e certain knowledge of operations
%o assist in the evalustion of Iaformstion received, properly describe
the source, snd dstermine &istribution. There should be neither an

operstional nor s reports mmﬁ

Bov can the close coordinstion between reports and operations
pocpie best e nccomplished? Thers are two views on this, one
svoring sesigmsent of reports personnel within the area branches of
e divielon, ¥ith & smll Rq)ortg” $ Staff at division level for coordi-
usticn and gualdance; the other &dvocating the grouping of all reports
persousel in & geparste branch &t division level. Advantages ere
daimed for each method.

When reports persomne) are assighed within the area branches,
(1) The following advantuges may be realized:

Closer coordination between operations and reports
personnel is llkply to be achieved because the
sendency of operitim people to withhold opcrcﬂ?x ‘
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mmMmmmuumm;

hh&mﬂt#(l},mm«umhﬂ :
Sasistance to gperstions officers in determining mwe
om&amli:, mpdification or extession of specific

7Y mmwmmmwm, & very important

et of the digeeninated report is more likely
selistic and sccurate; ' v be

o The Area Breuch Chief is forci reminded of bi
mhmwxwmmﬁ?mmw

2 The role of the Ares Brench ic crganiss
Mtam“m”“ummmer Siomal

hmmwmmwﬁmumuwm tare
m,mﬁ&nM%MMqumw
v repoyts for facility of 4
ting Rseded ; expression and

fa mmmmmummuammm.

(2) The following dissdventeges may exist:
8z There may be a leme of cbjectivity in :
‘ y ty evaluating imcouing

m&wkﬁwwmmw;. ¢

eicn Lowl, reports perscunel grouped imis separete branch st divi-

(1) The following sdventages may be reslises:
8; OGrestar ecopemy ip the utilisation of oy
. personnel may be

b, Possidly there is & greater cbjectivity om the pert of
yaports officers so they are less 1ikely to be influcaced
by oparationd officers who might wnnecessarily restrict
mvmaamummmmmﬁ

S2 Arnmwummuwawmw
sliw;uaaﬁm’t.hutmofnm% tﬂkl:::

Lo 3
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{2) The following disadvantages may exist:
£: Broaches are divested of Shedr Keports respansibility,

Y. Additionel time required for coordination opera |
- n with
pevsomel in the Brenches, mfarmm:lummrm

The waight of cpiaion seemd %o be that ts persomnel, vhen
kaxgrwmi‘lh:MMWMcmM;y,w
facilitete reference and cordiaciion }in order to

xtmhmwmmsw repo;

| 7 , Present sasigmment of 1

pore 'aﬁimMRManmumwmmgf:
m‘ " _mm.mm,wumamymau
m 7 ».—Wﬁw Jwposes as squivalent 40 & baysnch of

ﬁmmk&ﬂwmmwm&m

‘ ol szme offi
w&m mmwmkmummmw:::
operations. They costend that the operstions officer hms to know st
\Mm“ wmmtwwintmﬂmwwummm-
Rl clemtoetin Peporie’ sttt 202 o0 20 otaer Tand

. f prsy wps i rfmmwmm
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mm&mmmawmuw»m F OF
unusual fastors make it prefertble to do so. o ox other
Seed Lo Nev T/0

The preseat Sables of Organisation for the ares divisioms, with
the axcepticon of the Western Nemispheve Division, are mw’m that
they do 50t sccurately reflect existing organisations) styucture or
poraciinl aspiganents. With te exception of the WE T/0, they have not
MM%wmiawmmmumm
by CIA Notice = dated 8 W 52, Subject: OPC-080 Organ-
isstiomel Change Kemorendus: from seme date, Subject:
Crgmxdisation, ! ' ’ Jee

The lack of wp-to-date and accurste 7/0's hes greatly reduced the
efifoctivenass of persomnel admipistrstion withis the divisioms by caus-
ing conalderebls confusion and the mis-assigoment of perscnmel. In
fact in the ecmfuct of this survey it was most difficult to sscertain
mmzmﬁmummwmmtwwm. For
emngls, it was found that in spue cases reports officer positiocns vere
being used for both feports and Operational duties while in other cases
reports r poeiticns were psed exclusively for Operaticms. In
Mﬂs,ﬁ,gmmuﬁﬂwmmrmnmmwm
stawtines uti by other bragches or staffs for operstiopal dutics.
It was also dbamrved that in isstances individumls occupying
typist positicns ware beling a8 repuris officers.

It is wegent thet & nev T/0 and ceiling authorization be provided
8 so0n &8 panefdle and that me¢essary action be taken to imsure proper
slotting of pevsomnel theresfter.

- Gemerally it Goes not seem that there would be a great need for
sdditional reports officer posificns if presently suthorised positicus
vare utilised exclusively for rqporte afficers; snd if sufficient clerical
and meesenger gersconel were avgiledls so that reports officers would
a0t have to apend tise ming such fuactions. This question of the
W&mpmam is treated st greater longth later in

As meutioned sbove, dus %o T/0 dimcrepencies sad present utilimation
w—n,nmm' 1y $ericult to scourwtely determine porsonnel

o On the Best Information svallable, bowever, it is believed tha t
the following additional reports positions should be authorimed:

FYE - 8 Reports Officers 8k - 2 Baports Officers
A Ciarienl 3 Clerical
EZ - 2 Rapords Officers SE « 1 Clericsl
3 Cieriesl ,
SECm . ~..,Www/_‘vﬁz:“ ;:‘
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WE - 2 Reports Officers NE - 8 Clerical
3 Clerical
RI ~ 2 Messengers
WH - 1 Reports Officer
1 Clerical

FOTE: If the %typing and proofing of multilith mats should be centralized
in the Reporte and Requiremsnis Staffe of the various Divisions,
as recommended elsevhere in this study, in most cases additional
typists positions would have to be provided for thesc Staffs.
Thege positions might be trensferred from the Branches, or
if neceseary, additional positicns should be guthorized. However,
this métter would have to be approached individually for each
Division.

Orma, tional Deaiwtion

Eventhough the Chiefs of the Requirements Btaffs in the ares
aivisions (in the case of WH Division, Chief of the Intelligence Staff)
are responsible for both Requirements and Reports the degree of recogni-
tion given the Reports fumction varies emong the Divisions. The T/0's
for the Requirements Staffs gederally authorize & Chief of the Reguire-
ments Staff and a Deputy Chief, meports, or an Intelligence Officer;
Reports; however, in one Division the position title for the Chief of
Requirements is "Chiel of Repotts Branch”, It would seem that, even
without considering the relative importence of Heports, their volume
slone would argue against orgefidzational recognition merely for Fe-
guirements. It is believed that a more appropriste designation for this
gtaff would be the "Reports and Requiremenmts Staff”, or possibly even
petter, "Intelligence Stef?”. The Chief of this Staff should provide
active guidance snd coordinstion of Reports function, not merely of
Requirements.

Poaﬂel Procurepent

On the basis of meny commsents received during the course of this
study, so many tbat one would eonclude there was some besis in fact,
1% seems that often aepplicants beling intervieved for reports positions,
poth officer and clerical, are given very umrealistic descriptions of
the work they will de doing. As & comsequence, when their dutles prove
to be rather routine, srach less interesting and exciting then they
expected, they become aissatisfied. They may wish to transfer to opera-
tionsl work at once, OTr 4# this is not possible, even if they remain
with the Agency, their enthusiesm ie lessened, morsle problems develop,
and reports work suffers.

It mey be noted thet comments regarding such apparent over«selling
of spplicants are not confined to the reports elements or even to O80.

« b6 - g
Gt P ‘}'ﬁz:
SthRET }Fq“:w‘* - g%
% p sty informatio® { ? ﬁ}
.~

Approved For Release 2002/08/30 : CIA-RDP57-00042A000200180004-5 l



Y

performing, within
' This Yy Also revesled thai & majorit procured
:‘?W B the area divip . G are coliege,

Wrglnel typing ability These girls are not satisfied when ;
purelyitypiag duties since {fonl that, because of timdr th
wwmw mcmmmﬁmmmm
4mna; Tois results in « 4d ied saployes from the beginning
and ofton the Branch Chief relonse the girl without a replacement
ummumumhmmmmmxm eady on
duty, X%mﬁamm.mmwbuth%mmm
personmel Wt high school ‘or busiiwss collage gradustes should be

genevelly empleyed to £i11 typdst positicme,

W%m&i‘wymm;mmmmmma
wmmmmmmmﬁmmﬁm
yeomctiosal possidilities apd becsves of thisit is most difficuit

M&mmw&ﬂm.m,“ oo or Liie & mster
Toe sdisorial fwnction is of cowrse naces ‘ distribution,
of the report. (See Exhibit "EY.) 84ry,in the actual preparation

uummwmmmmwmmmm
to Intalligsnce Officare ), and that the following gradation
Reports positions be established: the fo Fasation of

Iatelligence Officer (Senier Reparts Cfficer)
Officer)

. " Mnior Reports Offi
Resetreh Apsistant, Reports eer)
Clawk-typist

Bince the allocation of thegpe positions is » Classification apd |
respoasibility, s grede structupe is being inficated. Howewer, it i:wn
WM?%; wmmmmmmuuuummwm
Grade. iruetore ot e paovia i, T8 Gy seeult i o move effoctive

for r utilisa :
,""7' 'v;-‘f’}v:";:lﬁ:f Y LE’
ity informalion e
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mmwa«m&mx,mnu.mam at
akills, particalarly vhea reports officers, 05-0 thru GB-1f spend up
wﬁmmtwmaﬁutmuammﬁﬂm,uww
in many cased. ‘
: mwwtmatwmuummmmayma
Mﬁmitymm&s the of Hepoxrts clerical posi-
Mnﬁu&nﬁnu umy may he approved in »
ey In aflition, mesgengey servige betwesn the Beports Units of
mmammmmﬁammmwmwm
Swrts and betwean the various Division Reports and Requirements Steffs
and RC shonld be provided, with runs to be on & regular schedule at
lanst & or 5 times each day. Such messengers sbould ceryy PD's s well
ss regulsr miltlilith mats and ofher matorial. A% present reports
officers are supposed 10 hapd-curry FPD's $0 RC snd then to the 8igpal
Centay, but there seems %0 be 20 Justifioationm for this prectice. If
in sxcapticoml gircumstances o D should be guestioned for some resson,
the yeports efficer could be called and regueshed to come to RC, but

Two messengers should be aflequate, mmmm Integration
Staff alresdy dMas the responsibility for messenger service in the Z0.PC
area, it is believed that two messenger positions should be sdded to
their 7/0, to be used to provide this service.

The provision of clerical snd mesgengsr esgistence should have the
mmwtnmaawmmmmummammiu

tioms.

Bince 4t iz uwnderatood thet varicus ares divisions are requesting
mesengeys £9 b assiged for their individual use, it is belleved that
a1l messsnger facilities in the I-J-K.l Bullding srea should be reviewed
with the view of providing sdequate meesenger service for the sree
amieu for doth reports snd operstionnl communications.

As shows by Exhibit "85°, considersbls backlogs of ungrocessed
oxish in most of the mmim, vith fairly large becklogs of

processed but umtyped reports is ZE and SR,

Be
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Is sdfition theve are in IE and AC hundreds of regerts o 25X1A2G
altto masters wvhich have been dlsseniamted to IAC vhich
25X1C8C mmm:aﬁcttm can be &stributed through
liaison chasmels | Shis processing includes deletion of
thhmmqﬁmmmmmmm 25X1
dlsseimntions or 080 dlspatches, 85 Wil ss modification of the scurce
’ mhwwmmmmam
mmwummwm The work can bé dome Ly
clarical persomnel if necessary changes snd deletiocns lbve first been
indicated on the mesters by regorts officers in EE,

Is is belioved that tdese backlogs sbould be elimlumted ss promptly
um»gmmmeemmﬂmmmmm vherever
they omn be Mwmmmmmmrmm;
of the Ageucy. The cobtenticn that temporary persontel are not too
satisfactoyy for this nma:mwmmwwmm

25X1 maﬂ@muummmmmnurmmzm
sasistance rendered would more than compensate for the time spent in
necassary iastyuction.

WMMﬁffiﬁit?MmmWiwma
dispaiches apd cables for dissepimation include: trsnslation of
foreign saterisl; extepsive checking st hesdguerters to
wgply Tirst oaes mtmw e field; correction of spelling in
place-nime relerences; ty expressicn by the officer in the field
wwmammmmwaum not e understandadle,
with the neceasity sometimes of queryliag the m:.a by cedble for clari-
ficationm of wesling; londequate source descriptions; and the inclusion
of intelligence imformstiom in operstional cables snd dispatches.

Fisld persounel can give tremandous sassistance %o headquarters
reports officers by preparing rav lntelligence reports In ss complete
mmamxﬂmiﬁe, 8o that & minimum of checking,
M«; vapificstion snd reprrengsment vill be required to make
intor on resdy for dlesepioation. It would be a greet help
toe; :.t, Mm poasible, security consideratioms permitting, foreign
langungs

material vere to be tyiuslated in the field.

Whem dissemineble intelligence informstion is included in opera-

mxm dapatches iﬁhcem the 111ty of the
rieer to paew Such otriter for tacluston

tens to the
25X1 Y E— %ththpmﬂmnt that the need to do a0 may be
delayed or overlociked. 4 cables or dispetches should de used
for operstiopal and int information. Sowstimes, of sourse,
completely operstional W ¥111 ingclude nuggets of intelligence
information, but even heve it Wuld be jreferable that the flelld
sttampt o recognize such items and meke them the subject of a second,

nop-uperstionn), report as well,
There is secther wayviation of this paodblem. nm,mng

informstion which shomld be FD'E, sre received st besdgusrters vhen
lmaﬁmhmpmaﬁmmwmﬁxymu@wwﬁ%

only
tional from intelligence informatiocn. m
-3~ ity Informatfen i {1’ ‘gw:}
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Various persous, vhen commenting on these points during the
course of the study, reflacted the belief that field personnel tend
to think there sre a multituds of ommiscient reports persompel on
duty at besdquarters, vith grest libraries of records end reference
information available st Sheir fingertips; vhereas, ectuslly, the
Tield station may be better starfed and possess far superior and
wrs complete records, at lesst far the area concerned.

It vas detormined during the survey that, dus to o shortage
of typists, especially in FE, the ditto mesters received from
Tield stations are still being used for rnpmducing ¥ashington
dlsseminations, The spplication of “cut-sand-peste” tecbniques to
the master act only requires considerable time but also results in
an infericr product for ouwr customers, Since the multilith process
bas been pd as the method of reprofucing Weshington dissemine-
tions, the ditto masters should no lomger be used for this purpose.
In sddition comsidaration should be given to the submission by the
fisld of distoed copies of the semi-finished reports in lieu of the

Seporty Critigues

When field stations depart from estedlished regulations cover-
ing communications mad reportiss procedures, deficiencies can best
be corvected by the practice of frequent and regular critigues by
the responsidle ares branch. Such critiques should not, of course,
be confined to criticism of deficiencies but also recognise and
commend good reporting; and should cover genersl trends and charecter~
istics of reporting by the staticn as well as specific esamplss of
800l or bad reporting. It should be noted that this practice is
slready being followed in some divisions.

Branch critiques to the virious stations can be mede the bvasle
for a periodic sumsary of the Division's reporting prepered by the
Division Chief of Reports and Akquirements for all Branch Chiefs.

This iden could also be cirried & step further by RC's supplement-
ing the monthly statistical regort with s summary for esch Division
Chief of the Division's reporting sctivity, from the KC standpoint,

durizg the month.

It vas noted that some regorts officers prepars drafts on plain
paper; others 4o the saaw but &id & half-sheet ditto form adapted
sad run off from one of the old[ Ritto mmsters, completed to indicate
the various ftams of the heading apd the distribution ladder; while
mﬂa.mmmq;srm.‘ - AR4 is simply run off
from the cld [tto masters, A e latter form is atg
as Bahibit "G". Scarby 1.0 P

-10 - SECEE[M . g / i ;
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The gensral use of & draft form similay to the latter would
provide reporis officers with & essy reminder of items to be com-
pisted and would facilitate the work of the typists in preparing
the multilith met from the draft. This lstter point has perticuler
importance if the typing of such mets should be centralized for each
Division in the Heports and Requirements Staff.

Such & form, if adopted, should be based on the| |multilith mat 25X1
form, nov in the process of being revised, In this commection it is
believed, thet the revised mats should provide & space for reflecting
coordination. Also, comsideration should be given to indicating the
classificetion in o more consplcuous way.

L y Flleg

Because of the shortage of clerical personnel scme of the branches
bave not beon sble to prepere and/or maintain necessary personslity
snd subject card files for use by reports officers. Theee files con-
tain nawmes, subjects, referenceés ic previous reports, docuuents, etc,,
with short resumes of pertinent materisl from previcusly rscelived
sud/or dissmminated reporte. These filles are necessary tuols for
reports personpel snd do not duplicate the RI caxd files, which are
malntained purely a8 an index. Without the waintenunce of the card
files for ik yeports perscnnel, it is necessary for the reports
officers to rely elither on memory for this beckground meterial, which
is 2 btad practice, or to condugt considerable resoarch Ly reviewlng
previcus dlcpeminaticns and documents in the Zranch or I, & pree
ponderance of the opinicme of $he reporte officers rellevted the
sbsolute necessity of maintsining of up-to-date snd accurste "backe
ground® cerd files or equivalept records for dey-lo-day use by
reports perscanel end to asaure coatlinuity of accumulated beckground
{nformation in view of personnel changeover.

The four copies of the Abstract File Elip, Form 35-31 (Dee
Exhibit "E"), which sve being sttached t¢ pouck documente by LI for
logging st &lvision and brench levels, sre gensrally not beling used
by reparts personuel for loggisy reports. In most of the branches a
log sheet iz being used end is congidered prefersble to the Form 35-31.
However, in zome cf the branchec both o leg sheet end & file of Forme
35-31 are being weintained in order to provide adeguate logging informe-
tion sud to comply with directicns concerning the use of Form 33-31.
This rupresents a duplication of work and, of course, should not be
continued, In comnection with the use of log sheets there nre spproxi-
mately %0 different log sheet forms being used by the various branches.
The design and reproduction of thsse forms require considersble time
of reports personnel which could better be utilised in reducing reports
becklogs. Also the actusl completion of the form could and should be
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simplified through the use of a properly designed form. This study
has clearly indicated that the Abstract File Slips are not suitable
for use lo logging reports end therefore the use of these forms by
Teports persgnnel should be disgontinued. It is polnted out, however,
thet since the scope of this study did not include & survey of the
operstionsl funciions and oversl) administration of the divisions, it
is possible that the use of thege forms in commection with the latter
functions is Justified. The O & M Service in cooperstion with the
ares divisiogs aud =C should degign e suitable standardized log asbset
form for use by sll reports persounel.

Thare has besn & quastion &t varicus timsz as to whether the
present system of baving RC conbrol and essign[ | mumbers
is the most efficient one. The present study and comsents recelved
from the weriocus division snd brench reports persomnel make it
abusdsatly clear that this coatyol should be centralised. It scexs
advisable for 0 to contimue to perfors thias fumetion,

anslatinn aa:g;watl

T™he wee of [ |numders for other than intelligernce
wports has also Leen questioned. In this comection, thers vesms
1ittle justification fur aseigning]  |oumbers to tvanslation re-
quests sent %o FiD. The docusent mumber of the field dispatch could
e used lnsteed for veference purposes.

4 then be unhecessary for the branch to telephbone I'C for
the muaber, and BC would be relieved of a certain amount of
chec s leggiog end £iling ineident to all| | Statise
+tics kapt by FDD shov that such requests Ly monthe for February, Merch
sod April totaled 54, 35 and 36 respectively; so the numerical volume
is mot tremendous, but at the seme time any possible sevings of time
or sffort through simpler methods should be realiszed.

IO would prefer that sll trsunslation requests come fTom ODe
pisce in an Office. However, it is believed that in order to save
tims sad effart, branches should send these requests to FID through
their Division Chief of leports and Requirements. In this conmnection
it vas repestedly memtioned during the survey that the closer the
cosrdinetion Letveen the reports officer requesting the translation
and the tvanslator in FID, the more satisfactory the results. Fven
should BC contimus to relesse trunslation requests (not as
thers would be »o need to meintein & file of these in RC, or do eny
e than sign snd forwvesrd them,

.12 -
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On the subject of treuslstion, some criticism vas sncountered
v the sarvice provided by FUD, It vas not possible, without
a study of FID, to confirm or refute the velldity of these ccmplalnts.
Possidly a separets study should be srranged with a viev to assisting
in the correction of any difficulties vhich may exist.

It was foupd that quite s pumber of documents received from the

fisld, being of probeble interes:t o only one or two customers are
tod under A typed transaittal on loan, to be returned

within & set period of time. A copy of the[ [is vsuslly kept in
» followwyp file in the Zranch concerned; and & follow-up record must
be kept also by OCD which forwards the[  hnd enclosure to the
customsr. Tellov-up is pericdically rsquested by the reports officer
through RC asd eventually OCD vhen the materlal is unot returned; and
oD will of course make follew-ups periodically even without such

reqaests.

The genersl policy is slresdy to send as much materisl as possible
of this type on retention rether than on loan. Eowsver, more would
Prevatly be sent on retention if some comvenlent means of reproduction
were availabla, It would seem to be advisable that the Autostat and
Marmofex fucilities available $n RI be utilized to make & cOpy
of such mstarial, (unless it should be unususlly lengthy), snd the
copy could then be forwarded for retention. Om &n over-all basis,
shis would eliminats considerable time and effort spemt ip filing end
follow-up sction now recuirsd both by 050 and 5 HLN »

Heguests for Ataitional Copies of | |

W¥hile this study was not meant to go outside 080, an effort to
gst & general picture of the camplete processing of en [Jaiesemination
pointed up the need for some Improvement in the procedure for filling
recuests for sdditional copies of[  pfter initial distribution.

The problem is outlined spd comsented on at length in Exhibit "1I", and
the sdvantages to be derived im XC, OCD, and Administrative Services
from s Suggested alterpete procedure are listed.

Priefly, & more efficient operstion should result aad considerable
savings in tim and effort should be realized, if RC were to destroy
wultilith mets fmmedistely after running the [ |disseminstions, and
purnish Archives with 10 rather than 5 extra coples for supplemental
distridution. If an Autostat machine were to be procured and placed
in Archives,requests for coples deyondl these 10 could be readily filled

by reproducing tbe Archives record copy through this s&sy Drocess.

During the course of the gurvey, verious couments were received
on the role of the Technics) Cuidance Branch of the Leguirements Staff

 farmtingg,
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25X1 fome of these comments were vary favorable and preised the essistance
£iven by T6. On the other hand, some were quite critical. It was
stated, for exsnple, that there has been s certain lack of cooperation
on the part of 78 in obtaining requested technicel information from
their sources, snd direct accass by reports officers io Sotl, Army and
other sources of techuical icformation was propozed. Appsrently there
have been disagrecmsnts with 70 as to the disseminstion of technical
information, avd ihe oplpicn was expressed that TG's decision often
has been arbitrary, aod not alvays upifors with regard to similsr
information. It was held that 1G should be & guidance not a dissen-
inating unit, but that they 4o disseminnte material in memorandum
form. The suggestion was made that professional persommel thoroughly
trained in mpecific technicsl Subjects be added Lo the 76 staf?, and
that the 70 miseion be clarified.

f mwefm;nuaymmmmmaumwmmmmu
Guidance Branch, so 1t {3 pot possiblo to comment on the valldity of
the yoints raiged, It does seem, however, that consideration might
be glver to & brief review of the organizstion, functions and pro-
Mﬁ;ﬁfwthmwwmhungtmmemuw
Aifficultien wvhich moy exlst.

It ves indicated by persombel of the Wi L sion thet the proe 25X1A2D1
cessing of the EFF Leports Lrom | ‘@presents & vagte
of time aod offort since identical Information 1s received through
GBO sources. During the pest six moaths approximately 1000 of thefe
reports haw Lesn received requiring camplete processing; however,
only & vary fev were disseminated. It vas stated that if these re-
ports, vhich are alleged to congtitute a "peper mill cperation” snd/or
"fabrication"” continue %0 be recelved, additional reports perscmnel
vill be required. It vas also stated that this mettexr bas been or is
being considered by appropriste muthorities. It is belisved thut
prompt and positive action should be taken at least to dlscuntinue
mprmuiasarthuembywa.

intelligance reports received by them; bowever, it wes found thet
occcasionally documents written ip & rare for ign langusge sre re-
ceived which cmunot be scresned by the Beparts Officer to determine
even thelir gemeral comtent. If these documents, which sometimes
consist of meny pepges, are forweyded to FDU for regular ranslation,

- lk Ll P i .
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it could result either in delayed ainumzutins of important Mamu-
tion or tramslation of material of little or no value. The Chief of
LD iadicated that procedures could possibly de worked out between
D snd BRC for FID to perform this screening service expeditiously.

This study included a cursory review of the functions being per-
formed by RC. On the surface there sppesred to be s poesibility of
certaln minor Improvements in such things as maintenance of flles,
statistical reporting, and the mechanice of distridution, but & more
conplete reviavw would be necesasry to sssure that such initis)l impres-
sions were valid. The Chisf of the Reports Control Brauch sisted
that be would be most grateful for any asslstance which could be

- glven toward more efficient operation of his office.

As 3 earlier, BC is in the process of revising 080
25X1 Regulation It bas Deen mads clear during the survey that such
revision is urgently needed and should be expedited in order to pro-
vidés ¢lear ipstructions for the guidance of Reports personnel, both
hesdquarters and fleld,

An n‘m&mﬁw information to the forsgoing discussion, brief
resumms of Reporting in the various area divisions are attached es

Wﬁ” J, t’ L, E, ,’ Q & P.
Iv,

The conclusions resulting from this study of 0S0 Positive
Intelligence Reporting are reflected in the specific recomends-

tions contained in Bection V below.
¥.

(1) Tbat Bramch Chiefs be held respomsible not only in theory but
in sctunl practice for both Operstions snd Reports.

(2) Thet Bsports Personnel, with the exception of a small Division
Reports snd Requirements Staff, he assigned to Branches and
b phiysically located in close proximity to perscunel con-
corned with operstions {p the particulsr sres imvolved, dut
not sermally perform oparational duties unless s very small
reports volume or other tnusual factors mske it prefarable
for the same man to handle bBoth operstions snd reports.

{3) That nev T/0's and ceiling suthorization be provided promptly,
&t lesst for the Ares Divisicns.

(k) That the following gredation of reports positions be established
- 15 -
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(5)

(6

(N

(8)

{9)

ia opder to provide needed incentive anl promotional possivil-
1ties snd to emcoursge $he proper utilisstion of sxills:

Intelligence Officqr (Bsnior Reports Officer)
Iabelligence Officer (Reparts Officer)
Intelligence Officer (Junior Reports Officer)
Research Assistant, Reports

Clerk-Typist

That the "RequirementsStaff" of the Area Divisions be redesignsted
the "Reports amd Reguirements Staff” or "Intelligence Staff”
and What the active guidance and coordination of the Divisicn
reporting not ds, as a nttcr of fact, delegsted to a deputy
or lover graded person ou this staff.

That sufficient typist pasitions be added to the T/0 of the
Bivislon Chiaf of Reporis and Requirements to relieve the
b of the strictly mechanicsl function of typing and
proofing multilith mats.

That typlsts for Reports positions be recruited from m--conege
graduates vhere possiblae.

That spplicants, vhen interviewed by fersonnel Procurement or
by Arse Division Personnel, be told simply and accurately the
Sype of work they will be doing, and not be given the impression
that their duties vill ke of a very exciting operational nature.

That priority action be wiken by Personmnel and Inspection and
mﬂ!‘w to 111 exiating Reports vacancies, perticularly

(10) That two positiocns be to the BRI T/0, to provide regular

BOsSpger service for PU's as well as| | within
and between the warious Divisions and RC.

(11) Thet clericsl personuel be temporarily detailed from elsevhere

in the Agency to eliminate typing and clerical backlogs, in-
cludiang processing for llaison distribution of the backlog of
reports in EB and RC.

(12) That as seon as new T/0's cen be provided, Divisions properly

slot all persounel; and thet sufficlent sudite be conducted
oo & ¢ontinuing dasis thereafter to insure that this is being

dons.

{13) That iatelligence reports be forwarded from the field in as
somplete

(14) That field stations be ceytioned not to imclude positive imtelligence
{aformation in operati cables and dilpﬁte:hm unless abgolutely

and finlabed o manner as possible, including transla-
tion of foreign language material vhere secure facilities
exist or can be provided to accomplish this,

mecessary to make the lstter complete and gible,
- 16 -
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(15)

(16)

(1)
(18

{19)

{20)

(21)

(22)

(23)

(ak)

(2s)
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That the prectice of fopwarding frequent ond regulay critiques
to the field, commentipng generully on the quality of a statio's
reporting snd specilichlly on the good and bad fostures of
various individial reporte, be followed by all Lranches; and
that s similsr practice be followed by BC in regard to the
Ares Divisioms.

That & wiforn log sheet be desizned and adopted for reports
logging im the Ares Eranches.

Thet & standard form, siniler in design o the miltilith mat,
be movided far use in prepereiion of dralt | I
dleseminations,

Thet, since multilith veen officially adopted as he
method of reproductsg disemuinsticns, ditto masters
recelved fram the field no lomger be used for this purpose,

That the transmission of documents on loan be beld to the
sbpalute aiainve Wrovgh use of Autostat or Thermolax
facilitfes, siready evailsble in RI, for reproduction of
coples for retention, .

That maders cogtisue to be controlled and assigned
by RC o & central besis es st present.

That AC roduce & ulaimea of fifieen extrs coples of [ |
und (five for 5C and tem for Archives) vhen the ity
are arigloelly run, to satisfy normsl regquiremsnts for sube
sequant adstribution, agd thet mate not be forwardsd through
OCD %o Archives for £iling but be immedis ely dsstroyed.

Toot Ol tervice make n geparste siudy of the procesaing of [ |

for dletridbution through lislison chaanels with s viev to
developing 2 more satisfactory procedure.

That re te to FID for translation service be ramoved Lrom
the serias, and ths Station document nwder be used
£ o idsntification purpcoes,

That the possibility of greater wtildzasion of s¢reening
fecilities aveliladle in FOD be investigated, snd, i o
progren can be worked oud vhick is consistent with security
requiremsnts, thet sppropriate procedurss be e8tublisghed for
its implsmentation.

That greater attention be given in the Area Branchas %0 cardiny
or other equivalent means of asguwring comtinuity of mccumilated
background iaformation.

- 1&7 - .
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{(286) That serious consideration be given to the discontinusnce of
. ' | |25X1A2D1

the processing of PP project reports from

(27) Thet the functions and procedures of the Technicel Guidance
Branch be revieved for the purpose of assisting them %o
eliminate any difficulties which may exist.

(88) Thet coneiderstion be given to & more detaliled study of func~

tions and

af IC, to include statistical reporting

aad the aechm‘lca of dintri‘bution through OCD channels.
{29) That wr.man of 0BO Regulation |be expedited. 25X1
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Exhibit "A" -
Bahibit "B"
Exhibit "C"
Exhibit "D"
Exkibit "B"
Exhibit "F" -

Exhibit "g"
Exhibit “H"
Bxiibit "I*

Exhibit "J*
Exhibit K"
Exhibit "L"
Bxhibit "¢
Exhibit "N"
Exhibit "O"
Exhivit "P"

25X1A9A

Reporting Structure

~ Worklcad and Production Statiatica

= Procedural Chart

- Proposed Procedure-Centralized Typing of Mats

= Duties Performed by Reporta Officers
Proposed Gredation of Reports Personnel and
Regommended Duties

-[ ] Draft Form

- Abstract Flle 8lip, Form No. 35-31

- Procedure for Froviding Supplemental Distribution of
8C disseminations

- Notes on Reporting, EE Division

- Hotes on Reporting, FE Division

- Notes on Reportlng, NE Division

- Notes on ng, SE Division

- Hotes on Rmrﬁns, SR Division

- Hotes op Reporting, WE Division

- Hotes on Reporting, WH Division
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